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HIE Board Health Checks and Skills Audit service 

Part 1: Referral Details  

Organisation name  Tomintoul & Glenlivet Development Trust 

Address Glenlivet Estate Office, Main Street, Tomintoul, AB37 9EX 

Contact name Doug Nesbit (Chair) 

Phone 01807 590582 or 07739 486192 

Email doug@leaftrust.org 

Part 2: Initial Diagnostics  

Documents reviewed TGDT Accounts 2017; Tomintoul Hostel Accounts 2017; TGDT governing documents 2012; 

Strategic Plan 2018-2022; member consultation/briefing and feedback, December 2017  

Part 3: Engagement   

Business support adviser Kate McKinley & Karen Maclean-Yuille  

               List of board members completing skills questionnaires  Doug Nesbit, Tilly Smith, John Polak, Dr Malcolm MacGarvin 

mailto:doug@leaftrust.org
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Date of health check meeting 25th October 2018 

List of board members attending health check session  

 

Doug Nesbit (Chair), Tilly Smith, John Polak, David Toovey,  Oliver Giles (Development 

Manager) 

Part 4: Action Plan   

Author  Kate McKinley & Karen Maclean-Yuille 

Date sent to organisation  7th November 2018  

 

ACTION PLAN 

This action plan, commissioned by Highlands and Islands Enterprise, represents the findings following a Governance Health Check and Skills audit 

undertaken with the board of (insert name of organisation), and provides recommendations as to how to improve your governance practices.  

Principle Comments and Recommended Actions 

1: Leading our organisation 
 
 

TGDT has a clear vision and purpose which is for Tomintoul and Glenlivet to be vibrant and sustainable communities, with a 
particular focus on community regeneration. The main themes are employment, enterprise and culture – areas where 
historically there has been market failure.  The overall vision of the Trust “To develop, inspire and embrace a vibrant future 
for the Tomintoul & Glenlivet area’ can be found on the website but it is tucked away under the background page.  
 
All directors understand the main points of this vision. One board member said that she got involved with the Trust because 
she understood the vision and that was a powerful motivation for her involvement.  
 
The board understand the importance of engagement with the community, however despite regular attempts engagement 
is low. The directors believe one reason for this is that the local community may be weary of consultation. 
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The company published its Community Plan 2018-2022 in January 2018. Community consultation was part of the 
development process and involved an open forum in November 2017. There was also a community survey which attracted a 
response rate just over 100 responses from a population in the area served by the Trust of around 1,500 Responses were 
fed into a matrix for scoring. Because the Community Plan is relatively new there is currently no review process although 
directors recognise this will be needed and, indeed, the Community Plan itself clearly states this.  
 
A sub group has been set up to take forward the progression and review of the Community Plan. 
 
The directors’ view is that there is confusion locally about the role and remit of TGDT and the Tomintoul and Glenlivet 
Landscape Partnership of which TGDT is a key partner. This is something the Trust should look to address.  
 
The board recognises that, staff – principally the Development Manager (DM) – and director time is taken up with 
operational issues. This has been out of necessity with one significant capital development project, the Discovery Centre, 
launched in May (and opened on time and slightly under budget) and followed closely by the visitor season where a lot of 
the DM’s time is giving hands-on help at the Smuggler’s Hostel which is run by TGDT’s trading company. Trying to find a 
balance of effectively handling operational matters, when staff and director resource are stretched, with strategy review 
has proved challenging. 
 
However, in the midst of a very busy period the board has not lost sight of the importance of the need to review and has set 
this a priority for the quieter autumn/winter months. 
 
Although strategic issues are a regular item on the board agenda, board meetings tend to be full and it can be difficult to 
find time to explore longer-term ideas and plans. The board may find it helpful to have strategic issues higher up the agenda 
to help steer the conversation towards strategy and away from operations and have the written reports and approval of 
minutes nearer the end. 
 
The Trust is currently assessing whether to apply for charitable status. As part of the preparation for this there would be 
merit in directors familiarising themselves with OSCR’s Guidance and Good Practice for Charity Trustees at 
https://www.oscr.org.uk/managing-a-charity/trustee-duties. To ensure transparency in the decision-making process - and 
to address any concerns which may be raised by a minority in the local community – it would help the Trust to clearly 

https://www.oscr.org.uk/managing-a-charity/trustee-duties
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articulate its reasons for becoming a charity. The three main reasons, which the directors have given good thought to, are 
exemption from business rates, grant funding eligibility and Gift Aid.  
 
The Trust’s trading company usually meets monthly and provides regular reports to the board but, due to the resignation of 
one director due to ill health, meetings have been less frequent. The Trust’s directors are aware of this slippage and is 
seeking to address this asap.  
 
The directors are also aware that the trading company board requires two directors from the Trust board. 
 

2: Exercising Control over our 
organisation 
 

All directors are familiar with the relevant legal and regulatory requirements of being a limited company. All policies are 
kept up-to-date by the DM who also handles any updating of company information required by Companies House.  
 
Financial reports at board meetings are given by the DM and include details of income and expenditure, all grouped under 
various heading including projects, and current bank statements. 
 
The board recognises a cashflow will be needed in the future. 
 
The DM is the single signatory for online banking and although there is a financial delegation policy in place, it has not 
always been complied with. It would be worth reviewing this policy to make sure that it is fit for purpose. OSCR has very 
helpful guidance on banking for charities which would be worth reading  Banking for Charities. Not only does the Trusts 
articles requires dual authorisation, OSCR would expect dual authorisation arrangements to be put in place.  
 
Although the board doesn’t have a formal risks register they are aware of the main risks facing the organisation.  The board 
might benefit from having a formal risk register in place which identifies the major risks for the organisation and decides 
ways of managing these risks. Consideration should be given to the following: governance risks, operational risks, financial 
risks, external risks, compliance risks and reputation. 

3: Being transparent and 
accountable 
 

The chair is the main spokesperson for the Trust and information and Trust news is provided regularly via Facebook, the 
website and a community newsletter. Minutes of meetings are posted on the website. 
 

https://www.oscr.org.uk/media/2147/2016-03-09-ae265_banking_charities_volorg_scotland_feb16.pdf
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The Trust has built good relationships with its main stakeholders who are GICA, KATCA, the Crown Estate Scotland, CNPA, 
Moray Council and HIE. 
 
It regularly attends meetings of Glenlivet Community Association and Tomintoul Community Association and there is an 
open invitation to a representative from both committees to attend TGDT meetings and join the board. 
 
Most if not all board members come from outside the village of Tomintoul but all are residents of the development area. It 
would be good, if possible, to involve people on the board who are local to the area, rather than people who have moved 
into the area, and who could act as a link to the community.  
 
The Trust has received opposition from a very small number of individuals in the community. These individuals are also 
members of the Trust. It is important that you adopt clear polices about how members raise any questions on sensitive 
issues and have procedures to back these up.  
 

4: Working Effectively 
 

Although there is no formal board recruitment process, TGDT has a good induction process in place for new directors which 
includes a half day induction with the DM and the supply of all relevant documents including latest accounts, the 
Community Plan and governing documents.  
 
In addition, the board also recognises the need to recruit fresh talent. Common to other remote, rural communities this has 
proved a challenge (two of the current directors are stepping down at the AGM) so it is to the board’s credit that it has 
identified two potential new directors and meetings with each of them to discuss recruitment have been arranged. 
 
There is also an option to co-opt board members who are not members of the company.  
 
The board also wishes to address the current slight gender and age imbalance.  
A role description for Trust directors is available on the website. 
 
AGMs are well attended, usually by between 30 – 35 local people. 
 
The organisation also keeps a register of members. 
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Directors recognise the need to assess the skills set of the board and over the next 12 months plan to set aside time to 
identify what additional skills may be required. 
 
The board meets monthly and meetings are held in accordance with the provisions set out in the Trust’s governing 
documents. Board papers are published in a timely way.  
 
Currently, minutes which are taken by a member of staff are predominantly a list of agreed actions and, while effective, 
minutes would benefit from having additional information on how decisions by the board are reached. This may help to 
counter some of the recent criticisms levelled at the board by a small but vocal element of local businesses who have 
challenged the board on its transparency. It should be noted that minutes of meetings are, by and large, posted regularly on 
the TGDT website along with company accounts. 
 
Minutes of board meetings should also distinguish between who was present and who was in attendance. Board members 
should be minuted as being ‘present’ and anyone else attending the meeting should be listed as being ‘in attendance’. This 
clearly distinguishes the difference and makes it clear that those in attendance are not in control of the business in any way. 
 
At the next AGM, two board members are standing down for personal reasons, however both have indicated that they are 
happy to be involved in specific projects, sharing their particular expertise. The board should consider establishing smaller 
sub-committees  or advisory groups as they can provide an excellent opportunity to involve other people from within and 
outside the organisation and can be useful for potential new trustees. This also ensures that sufficient time is spent on the 
detail of specific issues without one topic dominating board meetings. Any subcommittee/advisory group should have clear 
terms of reference. 
 
The Trust has one permanent member of staff, the Development Manager, 3 part-time staff plus a warden/manager and 
cleaner for the hostel.  
 
Recruitment and line management falls under the remit of the DM. The organisation has a very flat structure with all staff 
line-managed by the Development Manager who is himself line-managed by the chair. The Trust hosts 2 people from the 
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Landscape Partnership who are also line managed by the DM. In practice, this mean managing a diverse staff team of 8 
people which directors recognises is time-consuming and challenging for the DM. 
 
There is a clear separation of roles between the board and the DM. The DM recognises that the board is legally responsible 
for everything the organisation does and understands the boundaries of his role. And, although the role is challenging, the 
DM feels well supported by the board. 

The DM has a good relationship with the Chair. It is important to maintain this balance particularly when there is time 
pressures and it can be too easy to slip into the habit of the Chair and the DM making decisions and the rest of the board 
ends up in the dark. This is something to be cognizant of. 

The Trust is committed to good employment practices. Staff are on salaries which are above the Living Wage in order to 
help with retention.  
 

5: Behaving with integrity 
 

Conflicts of interest isn’t a standard agenda item, so it would be worth adding it to the agenda. It would be good practice for 
the board to introduce formal system for recording interests and a Conflicts of Interest register to aid this. A sample register 
is included with this action plan. 
 
The board may find it helpful to agree a Code of Conduct to underpin how members should behave towards one another 
both during and out of meetings. It is good to have a framework in place because it helps to safeguard relationships in times 
of difficulty and it underlines individual’s commitment to the organisation. 
 
No directors receive payment for any work carried out for the Trust or reimbursed for any out-of-pocket expenses. 
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6: Recommended actions 
 

By whom By when 

Actions -  Principle 1 
 

Look at how you brand the projects you are involved with so that 
people can see what projects and events the trust is involved with 
as part of the LP and what they deliver on their own. 

Board & DM Within 3 months 

The board may find it helpful to have strategic issues higher up the 
agenda to help steer the conversation towards strategy and away 
from operations and have the written reports and approval of 
minutes nearer the end. 
 

Whoever sets the 
agenda 

Complete  

Ensure the trading subsidiary board is up to its full complement of 

directors and regular reports to the Trust board resume. 

Trading subsidiary 

board  

Within 3 months 

Read OSCR’s guidance notes for charity trustees All board members  Complete  

Actions -  Principle 2 Develop a cashflow for the business. This may need to be for each 

project. 

Possibly set up a finance 

subcommittee with 

clear terms of reference  

As required  

Review financial delegation policy to make sure that it is fit for 
purpose.  

Chair and DM As soon as possible  

Consider putting in place dual authorisation as it is a requirement 

of your governing documents. OSCR has very helpful guidance on 

banking for charities which would be worth reading  Banking for 

Charities. If you want to become a charity, OSCR would expect dual 

authorisation arrangements to be put in place. 

Chair and DM  As soon as possible 

https://www.oscr.org.uk/media/2147/2016-03-09-ae265_banking_charities_volorg_scotland_feb16.pdf
https://www.oscr.org.uk/media/2147/2016-03-09-ae265_banking_charities_volorg_scotland_feb16.pdf
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Put in place a formal risk register and regularly review and update  Possibly by a small sub 

group of the report  

Within 3 months  

Actions -  Principle 3 It would be good, if possible, to involve people on the board who 
are local (born in the area) and could act as a link to the 
community.  Consider this when recruiting new board members. 
 

Board members  On going  

It is important that you adopt clear polices about how members 
raise any questions on sensitive issues and have procedures to back 
these up. Have a clear complaints policy with procedures to back it 
up. 
 

Board  As soon as possible  

Actions – Principle 4 Ensure future copies of minutes contain a summary of how 

decisions at board meetings are reached 

Minute taker  Complete  

Board session to assess any skills gaps among the directors Board members  Within 6 months  

Minutes of board meetings should distinguish between who was 
present and who was in attendance. Board members should be in 
the minutes as being ‘present’ and anyone else attending the 
meeting should be listed as being ‘in attendance’.  

Minute taker Complete  

Consider establishing sub committees/advisory groups so that the 
skills of board members standing down are not lost 

Board  If required  

Actions – Principle 5 Create a Conflicts of Interests register Board  Complete  

Agree a code of conduct which is signed by each board member Board  As soon as possible  
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BOARD MEMBER SKILLS QUESTIONNAIRE RESULTS  

The following table represents the results of the questionnaires completed by 4 out of 6 board members. The results have been compiled to determine an 

average group answer to each question. A result of <2.5 highlights a possible skills gap. 

DIRECTOR’S GRADING OF THEIR SKILLS AND COMPETENCIES  

DIRECTOR/TRUSTEE 1 2 3 4 AVERAGE GROUP 

ANSWER 

SKILLS/KNOWLEDGE 

Communication 2 3 4 3 3 

Problem Solving 3 4 3 3 3.25 

Planning and Organising  3 4 3 3 3.25 

Decision Making 3 3 3 3 3.75 

Legal Obligation of running a 
Company/Charity  

2 2 2 
1 1.74 

Understanding Finance and Accounts 3 3 2 2 2.5 

General Management 2 4 2 3 2.75 

Risk Management 3 2 1 2 2 

Project Planning 4 3 1 3 2.75 
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Ideas generation 4 3 3 4 3.5 

Recruiting and selecting staff 1 2 2 3 2 

Managing Staff/Volunteers 1 1 2 3 1.75 

HR processes and procedures 1 1 1 2 1.25 

Operating Environment 3 1 1 1 1.5 

External relationships 3 3 2 3 2.75 

Marketing 2 2 2 4 2.5 

Fundraising  3 1 1 1 1.5 

Time  low high limited  limited   

 

Overall, the board benefits from having at least one person with excellent or good skills in 12 out of 17 set out in the questionnaire. Given that members of 

the board with specific expertise will have different amounts of time available to dedicate to Tomintoul & Glenlivet Development Trust, an important part 

of governance will be efficiently dividing and allocating tasks according to both knowledge and availability. 
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TRAINING GAPS IDENTIFIED 

The following table provides information on the training gaps identified and the associated training needed to fill these gaps. There may be other training 

gaps not detailed here as not every board member completed a questionnaire or attended the health check session. 

Training gaps identified How to fill the gap  

Legal obligations of running a company/charity  Some board members may be unsure about what it means to be a board member and may 
benefit from training in this area. It would also be worth reading OSCRs guidance on being 
a Trustee. 

Risk management  The board’s experience in this area is low, although one board members scored 
themselves as a 3. As poor risk management reflects badly on the board and the 
organisation and leaves them in a position of vulnerability. The board should consider 
setting up a risk management subcommittee.  
 

HR/staff management/managing volunteers  Although staff and volunteers are happy and feel well supported, a number of board 
members scored themselves low in areas of HR/staff management and managing 
volunteers. Board members may benefit from training in this area. 

Operating environment  Most board members completing a skills questionnaire scored themselves low in this area. 
Board members may benefit from building up relationships with elected representatives, 
and being up to date with national and local polices affecting the organisation.  

Fundraising  The board’s experience in this area is low, although one board member scored themselves 
as a 3. Board members have a key role to play in ensuring that their organisation’s 
approach to fundraising is in keeping with its purpose, values and culture.   
 
 

 


